recognizes that every individual has peers that don't always fall into professions or teams and has thus created ways to foster a healthy culture amongst individuals. We're using data to test effectiveness of our approach and generate solutions where needed. A conversation around employee health and wellness has become part of our culture.
The Ohio State University's Strategic Approach to Improving Total Population Health Megan Amaya, PhD, CHES, Lauren Battista, MPH, CHES, and Bernadette Melnyk, PhD, RN, APRN-CNP, FAANP, FNAP, FAAN T he Ohio State University, founded in 1870, is a large academic institution with approximately 44 000 employees. The academic medical center alone employs 18 000 faculty and staff and is a 24/7 operation. Employees are located at the main campus in Columbus, Ohio as well as at regional campuses, extension offices, and satellite locations across the State of Ohio. The health and wellness initiative, under the leadership of the University Chief Wellness Officer, has developed a wellness strategic plan, promotes 9 dimensions of wellness, uses the socioecological model as a guiding framework, and tracks outcomes on an annual basis. At the very center of our outcomes reporting is an 11-item culture scale, 1 embedded in the annual online personal health assessment. Tracking improvements in the university wellness culture is a critical measure in demonstrating our efforts and success.
In addition to the formation of subcultures by age, race, ethnicity, income, and religious beliefs, many organizations form subcultures around location, department, job responsibilities, profession, dedication to the organization's values, and in the case of Ohio State, sports team allegiance. Subcultures also are formed within university wellness initiatives. Evidence suggests that to improve employee healthrelated and economic outcomes, it is in the best interest of the employer to support a culture that promotes wellness. 2, 3 There are a myriad of subcultures at Ohio State, and it is important for our workplace wellness team to work collaboratively with employees within these subcultures to meet their wellness needs and create and sustain an overall culture of wellness.
Organizing and Training Wellness Champions
One of the strategies Ohio State employs to meet subculture needs among faculty and staff is the Buckeye Wellness Innovator (BWI) program. This workplace wellness champion program, under the leadership of the University Chief Wellness Officer, provides opportunities for intrinsically motivated faculty and staff to share their passion for wellness and inspire their colleagues to live healthier lives through supporting peer adoption and maintenance of health promoting behaviors. Currently, the program has approximately 475 faculty and staff members across a multitude of departments at the university, including main campus, medical center, satellite clinics, regional campuses, and county extension offices across the state. Buckeye Wellness Innovators are responsible for communicating health and wellness information and activities to their colleagues, motivating and encouraging colleagues to participate in wellness initiatives, and planning and implementing targeted wellness activities and programs in their respective departments. Serving as a visible, approachable, and enthusiastic leader of wellness initiatives in their department, BWIs devote a minimum of 2 to 3 hours per month to fulfilling their roles and responsibilities. The fulfillment of these requirements during paid work hours is at the discretion of their direct manager or supervisor. Additional information about the BWI program can be found in a previously published article. 4 Buckeye Wellness Innovators consistently serve as an inspirational role model of health and wellness practices, both personally and professionally.
Buckeye Wellness program facilitators provide BWIs with the training, materials, resources, and ongoing support that enable them to organize meaningful wellness programs that resonate with and meet the needs of their colleagues. The formal training includes a 4-hour orientation that provides detailed information on: Ohio State's comprehensive approach to developing a culture and environment that supports its 9 dimensions of wellness Lifestyle behaviors that can reduce the risk of chronic disease Members of the Ohio State wellness departments and their roles Procedures for scheduling department-level wellness programs from subject matter experts, biometric screenings, and chair massages Educational programs and fitness classes offered by wellness program staff Accessible communication channels and materials Incentives, benefits, and rewards for promoting adoption of health behaviors offered through the Office of Human Resources Successful examples of implemented programs and lessons learned from experiences of other active BWIs Following the orientation, the BWI facilitators connect with the new BWIs to schedule a one-on-one strategy session. During this session, Buckeye Wellness outlines role expectations and works with the BWIs and, when possible, their direct manager or supervisor, to identify, analyze, and prioritize the wellness needs and interests of their department, and develop a tailored approach to meeting them. Prior to program development, Buckeye Wellness works with the BWIs to identify the department's current health promotion activities, capacity, needs, and barriers. The strategy session discussion includes the following areas:
1. The environment of the department, such as manager support for wellness, perceptions of stress levels and perceived interest among colleagues in engaging in healthy behaviors, as well as demographics. Following the meeting, the BWI has the option to conduct a short baseline survey, asking colleagues which dimensions and topic areas of wellness are of most interest. 2. Overall adopted university wellness strategies. 3. A description of the BWI's main responsibilities (communication, motivation, and planning activities) and expectations. A checklist of highly suggested annual activities is given to the BWIs during the meeting for tracking their activities and efforts. 4. Examples of successfully implemented programs and lessons learned from experiences of other active BWIs. 5. Funding opportunities for supporting department/unit-specific wellness efforts. 6. Effective and appropriate department communication methods and recommended frequency of communications. 7. Incentives and benefits that are exclusively available to BWIs, such as complimentary participation in an energy management course. 8. Action items for follow-up.
At times, departments with larger populations may have more than one BWI, in which case their participation in the strategy session is strongly encouraged. Buckeye Wellness staff members follow-up with the BWI throughout the year to provide ongoing support.
Allowing Groups to Carry Out Wellness Plans That Match Their Evolving Needs and Interests
Although the university's wellness program focuses on building a university-wide culture and environment of health and wellness through wellness programming and benefit design, the director and program managers recognize the university employs a diverse workforce and numerous subcultures exist within the broader wellness culture and environment. Department and units across the university vary in size, location, resources, positions, work teams, shifts worked, responsibilities, population(s) they serve, and employee characteristics. To meet the needs and interests of these departments and units, the initiative relies on BWIs to develop and implement wellness programs and activities that account for the beliefs and values of their colleagues as well as the context and complex conditions of the physical and organizational environment in which they conduct their work.
Wellness programming and information dissemination from BWIs can be flexible and adaptive to the evolving needs and interests of their colleagues. For example, BWIs are able to plan meditation sessions and other stress-reduction activities when their department is under pressure due to increased workloads or sudden adverse events. Even under circumstances in which BWIs lack the capacity or expertise to offer wellness-related programs and information, their role creates a direct line of communication to the university's wellness departments, enabling them to work collaboratively to provide programs and services tailored to the needs, interests, culture, and environment of the department. As in most organizations, the wellness staff at Ohio State works first shift (7 am to 5 pm) but employees at the university work many different shifts, particularly in the academic medical center. Workers on nonstandard shifts often miss out on wellness programs offered during first shift, but BWIs that work similar shifts have the capacity to implement wellness programs and activities that are more accessible, convenient, and accommodating to their time constraints.
Ohio State's wellness staff communicate programs and services to the broader university audience. Buckeye Wellness Innovators generate effective communications through the dissemination of relevant programs, resources, or services connected to the values, needs, and interests of their colleagues using delivery channels most commonly utilized by them. For example, BWIs receive a monthly newsletter with announcements on upcoming wellness programs, events, initiatives, and resources. Instead of simply forwarding the newsletter to their colleagues, BWIs often customize their wellness communications with colleagues by promoting events that are in close proximity to their site or fit within the context of their work day (eg, sending a 10-minute exercise video instead of promoting an hour-long lunch-and-learn). Buckeye Wellness Innovators at the University Hospital on the East side of Columbus often communicate programs that are held at their physical location or are accessible on internet capable devices such as webinars or videos. They avoid communicating programs occurring on main campus to prevent colleagues from feeling excluded or ignored. Additionally, the closed Facebook group exclusively available to BWIs fosters a shared learning experience by allowing them to share ideas, activities, and resources. It also allows them to spotlight their success stories and highlight how they have overcome challenges to enable other BWIs to launch similar programs.
Buckeye Wellness supports BWI programming through providing grants, up to $500, for resources necessary to support department programs that promote physical activity, healthy eating, or emotional well-being among their colleagues. To receive the grant, BWIs must submit a proposal with a detailed description of the program and scheduled implementation date(s). Buckeye Wellness Innovators are required to track participation and are highly encouraged to report implementation details and outcomes data. Thus far, 75 BWIs have received grants to support their proposals.
Fostering High-Quality Peer Support
Buckeye Wellness Innovators interact with colleagues personally in social settings in the workplace, often developing strong, meaningful relationships built on trust, compassion, and a sense of belonging. They are able to leverage their relationships with colleagues to not only deliver wellness programs and information relevant to the needs and interests of their colleagues, but to deliver them in a way that makes their colleagues feel like they have a vested interest in helping them reach their wellness goals and an overall higher quality of life. Additionally, BWIs leverage these relationships to create wellness challenges within Ohio State's wellness web portal. The portal offers over 100 different challenges among 9 dimensions of wellness that BWIs can select from to create a wellness challenge customized to the needs and interests of their colleagues. Through these wellness challenges, BWIs can build a strong team that supports their colleague's engagement in the health-promoting habit and provide cues and reminders for engaging in the healthy habit throughout the work day.
An evolving challenge faced by not only Ohio State but by many in the workplace wellness environment is the lack of perceived support by the ''middle'' manager/supervisor. Managers and supervisors are a critical component of worksite wellness efforts. They too are a subculture, with leadership above them directing strategy and staff below them trying to execute. It is particularly challenging to implement flexible work arrangements, for example, in the medical center and in departments with shift work. Taking the beginning steps to address this challenge, managers and supervisors are asked to participate in BWI strategy meetings so they fully understand and support the role of the BWI, allowing them the time and resources to engage in the role while also supporting the department faculty and staff in their wellness efforts. An additional tactic is to provide wellness educational opportunities for managers and supervisors. The training, the first step of several, provides examples, resources, and strategies for managers and supervisors to better support the wellness efforts of those that work for them. Coordinating with managers and supervisors, understanding their challenges and the unique needs and subculture of their department is vital.
A further way to embrace subcultures is to involve a diverse set of transdisciplinary stakeholders across multiple sectors when determining wellness programming and benefit plan design. Conventional university wellness partners such as stakeholders from human resources, health insurance providers, workplace wellness offices, campus recreation, academic medical centers, student health services, and health sciences colleges as well as nonconventional partners from departments like facilities, transportation, diversity and inclusion, faculty and staff university advisory committees, labor unions, and other academic departments or colleges like business, law, and engineering are represented on various committees at Ohio State. These committees include the high level One University Health and Wellness Council to the Health Plan Oversight Committee, the tobacco-free sustainability committee and various groups tasked with designing and implementing wellness initiatives. They can provide valuable feedback from their perspective and lend expertise on how to best reach and engage members of their subculture. In addition, utilizing subcultures to design tailored communication strategies can be an important tactic. Wellness efforts at Ohio State are communicated in various forms due to the immense diversity of many subcultures. For example, there are non-English speaking and computer-illiterate staff, and communication methods are very different for them compared to a tenured faculty member. Similarly, there are different forms of communication for medical center faculty and staff versus the academic side of campus.
Tracking Outcomes
At the university, health outcomes can be narrowed down to the ''college'' and ''VP unit'' level. This means the data may include several hundred to several thousand employees per college or unit. The data cannot be broken down any further, as the process runs the risk of exposing potential personal health information. Therefore, determining the impact of wellness champion teams on perceived culture of health, health behaviors, and outcome among their colleagues is not an easy task because their efforts cannot be completely parceled out of the overall data.
Each year a quality improvement survey is administered to all BWIs to collect information on what types of activities the BWIs are planning, which dimensions of wellness they promote the most, successful efforts, needs, as well as barriers to implementation. Reports are also provided with the number of BWIs that engage in the webportal and create online challenges for their departments, as well as how many benefits-eligible employees participate in the incentive program. Additional measures include the number of newsletter opens, clicks to wellness activity links, and the number of BWIs enrolled and participating in the private Facebook page.
In the Fall of 2018, a concentrated BWI pilot effort will take place, in the OSU Cancer Hospital called The James. This is one large subculture in the hospital system where providers, clinicians, and staff work with patients with cancer. Leadership would like to place a BWI in every unit, to facilitate and promote self-care and a culture that supports wellness. It will be a formal study where outcomes are tracked and monitored.
In the near future, a paper will be published from a recent study that describes perceived manager influence and support and how it impacts the BWI's engagement in their role. Subsequent studies to be implemented over the next 6-18 months include: (1) a survey of BWI colleagues' perceptions of the program, role, and BWI efforts, (2) a process evaluation of the program, and (3) a formal outcomes evaluation of the program. It is anticipated these results will be shared with the field to help shape best practices and evidence-based strategies for wellness champion teams.
All of this can be a complicated web at times, but an incredible journey as well, one to make Ohio State the healthiest university in the world.
